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1 AUG 1961 

MiMSRAKHJM FCBs Dirac tear of Central Intelligence 

: Imitator Gaseral Program of Resigns© Interviews 
( 0&-12 sad above), Report for Fiscal tmr 1961 

i# contains ra<x«aaaadfttiegifl aidsaifetad for 

SCI asprovai. Such rausoasaflatioas ora contained, in paragraph 26. 

2. ttafears of the Inspector General*, staff interviewed 69 
payees, <36-12 and above, who had voluntarily auboitted their 
resignation*. There were Stk other cases not covered in this 
rsport * cessposed largely of individuals who resigned in the field. 
Section out and reUraamt cases were not included in the pregma. 

3« Th& resigneee were given an opportunity to v olun teer 
€ ™ SEt ® m the Agency and their relationship with it. A m^ber 
had criticise®, but Oily a few offered suggestions, which were 
screened for sdb.egoant evaluation. 9® interviewers relied 
largely on elicitation rather than detailed questioning. She 
purpose was twofolds 

a. to deteraia© the extent of any Agency deficiencies 
personnel a&nagement of 03*128 and above; 

*>• to asdllfy any adverse reactione to the Agen cy and 
forestall possible criticism. 
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k. feariy 50* of thee* InfcerirMwsA ware reeigaizsg ***& tfe» 

SB f% eonsoDMQta. ©mi rwlgaae* f*em tfc* HS/F aaoouKfced for about 
30 * and the Xfc/S Aoofc 20*. ©* GS-128 *«®r«MttUd about 38 * of 
the total, OS -138 ware 33 *, QS-3Ae were S>5& !»4(SS-158 «* <*»*> 
•bout 4*. 

5, ©*a r**i«oee© a wa raged *&**& «l#ife y**«* «ith tfa* Asmor* 
fSas» araeigaed witfeia two jr**** after m^lssymat, waft ia ia® of 
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m reneSo m that ware favorably tagpreesad by mmm 51$ 
unfavorably iuipreeaed, and X0$ in a dotfctful category. 

9, Considering only these reel .gnees who were viewed favorably 
by tbs replaying covenant, 19 $ probably will speak unfavorably s? 
tb® Agency end abort *9$ appeared unfavorably icipresBed by resage** 
&H3&. 

IQ. Sums® reaignaea who prcbably will epeak unfavorably about 
the Agamy wore distributed taaong the IB3/6, ®/p was ISS/l la about 
the s ag as ratio noted la psragraf fc 4* She fffi/P bod a lower ratio 
and the H>/S and UB/X higher, but the lissitaticw# of the data rake 
the difference insignificant. In regard to impressions of raaage- 
aaenfc,, €3$ of there reeigaees appearing to hare unfavorable 
inprerelona were fre» the Wfl, with 4|$ of the total concentrated 
in 061 and C8R. Only two out of ten free OBI end two out of 
•1 mm twm ORB appeared to hare bean favorably isprassed with 
aaBagww&vfc , 

U. Fire reelgnaes ware going to teeofc at college*. Only cne 
probably will apefc favorably of tfca Agency, two probably will 
speak laafsrerebly, and the attitudes of two are in dmtot. in 
regard to raSBgaraat, one appear®! favorably Uspreaaed and four 
unfavorably impressed. 

IS. In wire of the iaportaaee of renege profeaaors in respect 
to public relations and recruitment, special attention to reaignee* 
in that category 1* well warranted. We believe that senior staff 

- 3 * 
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Baarfbers with strong backgrounds la the teaching profession be 

to Inf luence the ultimate attitudes of those resignees by 
giving them attention prior to the separation date and thereby 
provide the Agency additional protection in its public relations. 
There is little possibility of changing a resigns© 1 * unfavorable 
in^ressian* of local management, but emphasis on the progress of 
the Agency as a whole and the prospects of the future may «*** ^ 
resigns© pease la applying any criticisms of yesterday to the 


Agency of tomorrow. 

13, fio&xt 30 of the resigned improved their income or bad 
fig® p ros pects for an increase and about 19 $ accepted other 


positions at equivalent income. Those accepting lower income 
represented 12$, ®u» remaining 30$ included those who anticipated 
litt le or 350 income and those whose anticipated earnings were not 


determined* 

1&» «mi» 30 said that they would increase their income in 
their new positions, 52$ gave higher income or potential as one 
reason for resigning. Preference for another iyjw of work was one 
factor with Shout 55$ of the reeignees. family health factors 
influenced Shout 20 $. 

If * Other government agencies waplcyed about 31 $ of the 
res jg nees, and 43$ of those had promise of higher starting salaries 
according to unconfirmed statements of the reslgneee. Additional 
individuals expected increases after a short period of time. The 

m k - 
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and educational ap non-profit organizations hired three. Among 
those ’who gained an increase in incane, only two out of the six 
gained more than about 10$. Thera were three reelgaees in this 
group fro© the W/B, three from the Wf$ t ten from the Wft* 

Six of the group were ffccsa OCX. 

10. The auoker of capable resignees who mi#t have been 
promising in new Agency assignments cannot be determined. However, 
30 individuals, or about 43$ of all resignees, were under 40 years 
of age, in grades 12 and 13, and were well regarded by their 
corapoaents. He believe acne in that group represented valuable 
potential in new assignments within the Agency. Saving the 
investment in even one of the |0 could have paid for many man-hours 
in analysis of reassignment possibilities. Some of the resignees 
indicated that at one time they had been interested is a transfer 
within the Agency. Will* a few had mads an effort along those 
lines, others were restrained by fears of being classed as 
malcontents. They did not have personal contacts which would 
permit them to explore quietly for another position within the 
Agency, but they could and did explore quietly outside the Agency. 

19, The components which have problems of rotations between 
headquarters and field stations have learned to cope with internal 
transfers as a normal function. However, the Agency system does 
act worfc well in practice in facilitating transfers between 
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components. In effect, it tends to protect the local management 
hut costs the Agency able employees. On the average, the better 
the employee the easier it 1* for him to Obtain other employment. 
Therefore, parochial views on transfers between coogKments tend to 
encourage the siphoning off of the better employees fear the benefit 
of other employer*. 

00. To leave the fueetion of arranging transfers of highly 
qualif ied employees to their supervisors ie to <&allssge human 
nature. Wa believe that the Agency can provide same relief by 
establi shing a well-euivertised employee consulting office in the 
Office of Personnel with direct contact with career panels end 
individuals who are knowledgeable of the personnel re^dremwta 
of Agency component. Such a unit could serve as a cl e a ring 
house for eegloyees seeking assignments outside of their exponents 
and for wetm&^aan % elements seeking new talent. This is an 
Isqpar taat part but nevertheless only a part of the broad prcblera 
of employee counseling. 

21 . The most important aspect of the analysis of reslgnees in 
the professlcsial category - basic motivation - ie the meet difficult 
to reach. Identification of the intangible balance of forces that 
motivates the individual* to seek opportunities outside the Agency 
fans into the realm of speculation at least, unless supported by 
advanced psychological testing. There were hints and leads 
surfaced during the interviews Which provide some guidance for the 

- 7 - 
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speculation. tea* of the wU regarded and apparently talented 
reeignees is referring to the organisation said loesl aanagsaent 
used such terms as "rigidity", "old line bureaueiacy", "middle 
age agreed”, "parochial attitude”, end "lack of dynasties”. Sew® 
employees seemed to feel that they were treated a* I na n i ma te 
piece# Of machinery and valued only as machines. S em beeaass 
dlscorraged mm the poor prospects of moving either upward to 
more responsibility and higher grade or laterally to new experiences 
*»& challeng es - 

22. She Analysis appears to challenge the statement that 

gaweninwsi cannot with private industry* Xa the eases 

of tbs Agency re*i®sa#s interviewed, 21 went to other gcverssant 
agencies and 22 to oopwer eiel caigeiiUatlons. She analysis ala© 
appears to challenge the pit explanation that employees leave for 
higher ineoas. Only 27 of th® 69 said that they would receive 
higher salaries sad most of these anticipated increases ware 
modest, while 21 said that they were accepting equal or lower pay, 
and 17 supplied no data. After deciding to leave the Agency, aoat 
of the resign*## locked for higher income as a natter of course. 
Bam were successful; soma were not, hut they resigned nevertheless. 

23 , Analysis of concentrations sod attitudes of the resigeees 
warrants special caution in even tentative conclusions due to the 
United « md isqprecise nature of the data* However, we believe 

that it carves a useful purpose if its 

- a - 
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*. alerts middle maasasement to Its responsibilities in 
the field of eaployee motivation! 

b. alerts higher irartagemant to the possibility of 
t wwimfta g in organisation structure and of systems which lead 
to lose of valued employees in spite of the heat and 
aali^itened efforts of middle Management j 

c. promotes collaboration between the Office of Personnel 
mad selected components in developing and tailoring specific 
recruitment programs. 

2b. The Agency has attracted many people who have wanted to 
work for something mere than money. Some need & worthy cause to 
fulfill a personal need in their Uvea. Share are few who do not 
want more mossy, but there are many who need more than money alone 
to stimulate interest and effort. Merely working to pleas® a 
particular supervisor is sot enough to satisfy Hie needs of seas 
of those people. A masher resisted for well defined end tangible 
reasons, but we believe that some resigned because they had lost 
a sense of mission. Ibis left than only the satisfaction of their 
earnings. Evidently this was act enough end, unsatisfied, they 
searched. She interviews covered only those who had searched 
successfully. The number still searching is unknown. 

25. In our opinion, the (juslity level of Agency personnel will 
decline if Hie appeal of a ''greater cause" declines and the organi- 
sation tries to rely on salary alone to attract and retain highly 

■a ^ .we 
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qualified employees* Me doubt that pronouncements from the 
highest echelon -will suffice, for after an average of eight years 
with the Agency intelligent employees know the facts as they 
encounter them* She burden of maintaining a high level of 
motivation and spirited effort may fall primarily on middle 
management* 

26* the resignee interviews of Fiscal Year 1961 do not prove 
that a dangerous trend is in process, but they do show the need 
for renewed alertness to attitudes of promising employees. It may 
be reasoned that even If a minor trend toward loss of motivation 
has begun, no serious damage has yet been dense* Although the 
resignee© Included a number of able individuals, they probably 
also included a number who were especially sensitive to changing 
motivation factors and therefore less promising as long-term 
career intelligence officers, Ibis reasoning will be little 
solace if the forces at work in the resignations reach deeper 
into the level of talented Agency employees , 

27 . Me believe that tee question of trends in motivation of 
able and promising employees is of sufficient importance to warrant 
a continuing program of analysis , Chaining and orientation programs 
for "mid-career * eaq?lcyees or middle management groups now under 
consideration should give due attention to tee subject of employee 
motivation. 
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20. It is reccraoended that: 

a. The Deputy Director (Support) establish a program 
of conferences between future restgcees joining educational 
Institutions end selected senior staff employees In the 
interest of improving public relations. 

b. The Deputy Director (Support) direct the Office of 
Personnel to establish a vell-ptfblicised sa&hcye© counseling 
service directed toward facilitating transfer between major 
Agency components. 

c. The Deputy Director (Support) direct the Office of 
Personnel to prepare a program for continuing analysis of 
eraplcye® motivation In respect to the Agency and the work. 

SIGNED 

lyxaan B. Kirkpatrick 
Inspector General 

The recos»eindati<ny) In paragraph 20 are approved. *' 
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cc: 



t-'" 



B/rmtolne 
D/Par ©camel 
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Director 
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